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Abstract

James McGregor Burns defines transformational leadership as

leaders seeking power to implement an agendn to help others lead
better lives, wtd to enhsnce their ability to positively influence the

world around them. The two essentials of power are mative and
resource, Burns contends that transformational leaders will use
them both to elevate the moral standing of society.

The

following research was conducted using James McGregor

Burns' Transformational Leadership lheory as a foundntion.for
studying a leader in the business world. By understanding this
leadership theory, the resesrcher was able to apply these
characterisffcs to the leader and malce conclusions regarding the
relevance of Burns' theory ta this particalar individual.

Table of Contents
I. Introduction to the Study

II. Leadership

Theories

Transformational Leadership
Servant Leadership... .
Diamond Leadership Theory.

III.

,2

4
5

Review of Literafure
6

General Leadership Characteristics.
Male and Female Leadership Perspectives

l1

IV. Case Study
l8

Research Methodology.
Subject of the Study.

18

.. ...20

Introduction of the Organization.
Individuals Interviewed.

.....20

V. Analysis of the Interview Data
Self Assessment by the Leader....
Transformational Leadership Dimensions.
Interview Data.
The Perceived Overall Effectivensss of the Leader....
The Leader's Responses to Transformational Leadership

2t
...24
...25
...29
29

VI. Application of the Transformational Leadership Theory
The Implications of X's Leadership Style.. ..
Observations of the Leader's Effflectiveness
Perspectives from a Female Leader.

.

...30

3l
JJ

VII. Summary and Conclusion
Summary of Key Points.
Recommendation for Further Research
Conclusion

35
35

36

Introduction

The focus of this case study is to examine a female corporate officer in the context

of

the Transformational Leadership model developed by James McGregor Burns. The
subject is an experienced, capable manager, who approaches leadership in a manner

consistent with Burns' interpretation of transformational leadership. To protect the

identity of this leader, she will be referred to as, "Joan Smith." In the body of the paper,
she is referred

to as, "Joaq" rather than'Mrs. Smith," since she is addressed by her first

name in the workplace.

Burns' Transformational Leadership Theory is introduced, followed by a comparison
with two additional leadership theories: Servant Leadership and the Diamond Leadership
Theory. A brief review of the literature on general leadership characteristics and male and
female leadership perspectives is presented.

Following a discussion of the researsh design -- including research methods, subject of
the study, and the individuals interviewed -- the analysis of the data, with specific
reference to transformational leadership, is presented. Implications and suiltmary,

including recofirmendations for further research, complete the presentation.

The hypothesis of the study is that the particular leader, "Joan Smith," possesses

internally, and executes externally, the characteristics of transformational leadership.
observations, therefore, were completed to address this hypothesis.

rnfroduction of the Transformational-Leadp$hip Theorv
James McGregor Burns defines transformational leadership as a process in which

leaders seek power to implement an agenda to help others lead better lives and enhance

their ability to positively influence the world around them. By contrast, power wielders

will seek power only to fuIfilI their own aspirations; transformational leaders will look for
opportunities to make things better for others. Burns comments: '?ower wielders may or
may not recognize respondents'wants and needs; if they do, they may recognize them

only to the degree necessary to achieve their goals; and if they must make a choice
between satisfying their own purposes and satisfying respondents' needs, they will choose
the former." (Kellerman, 1986, p. 290)

Burns' ideas begin with understanding the common elements of leadership. "If we
deflne leadership as not merely a property or activity of leaders but as relationship

between leaders and a multitude of followers of many types, if we see leaders as
interacting with followers in a great merging of motivations and purposes ofboth, and if in

turn we find that many of those motivations and purposes are common to vast numbers of
humankind in many cultures, then could we expect to identify patterns of leadership
behavior permitting plausible generalizations about the ways in which leaders generally
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behave?" (Burns, 1978, p. 30) Burns suggests that it is a transformational leader's
responsibility to look beyond the day-to-day activities and conflicts. 'But the ultimate test

of moral leadership is its capacity to transcend the claims ofthe multiplicity of everyday
wants and needs and expectations, to respond to the higher levels of moral development,
and to relate leadership behavior - its roles, choices, style, commitments - to a set

of

reasoned, relatively explicit, conscious values." (Burns, 1978, p.4G)

Burns believes that characteristics of transformational leadership include: acting as
change agents, recognizing and building on existing needs, as well as satisSring followers'

higher needs, looking for potential motives within followers, and fully engagrng in
relationships that are mutually elevating. These characteristics encourage leader and

follower to act not out of self-interest, but a deep commitment to a transcending goal.
Through this connection, the leader and the follower are both raised to a higher moral

level. Burns comments: "And we return to the surmise

here: leaders with relevant

motives and goals of their ou/n respond to followers'needs and wants and goals in such a

way as to meet those motivations and to bring changes consonant with those of both
leaders and followers, and with the values of both." (Burns, 1978, p

4t)

How Burns' ideas relate to other leadership theories can be examined using the examples
of two other leadership theories that have some similarities: Servant Leadership and the
Diamond Leadership Theory.
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comparisons with other Applicabte Leadership Theories

Servant Leadership
Robert Greenleaf believed that the role of a leader was to serve others, establishing a
sense

of community by setting high standards and leading by example. Serving others,

according to Greenleaf, was the leader's primary responsibility. "The difference manifests

itself in the care taken by the servant first to make sure that other people's highest priority
needs are being served." (Spears, 1998,

p.19) Greenleaf believed that a servant-leader

is

one who acts with integrity, foresight, intuition, and a sense of history.

By serving others, Greenleafbelieved that a stronger sense of community and ability to
achieve goals would be created.

Greenleaf challenged that servants could also be leaders, incorporating the aspects

of

serving others could be a leadership skill. He saw these two roles intertwined and began

to challenge the existing mentality that these roles needed to be separated. Greenleaf
commented: "Those who choose to follow this principle will not casually accept the

authority of existing institutions. Rather, they will freely respond only to individuals who
are chosen as leaders because they are proven and trusted as servants." (Spears, 1998,

p.17)

We can compare the Transformational Leadership model with servant leadership by
understanding the mutual connection to the value of others and the integral element

of

-t

serving others. In addition, both leadership theories emphasize that establishing a sense of
community is essential for leaders in achieving goals. In both theories, the leader focuses
on the future, while understanding the past, and being sensitive to the current needs of the

followers.

The Diamond Leadership Theorv
Peter Koestenbaum developed the Diamond Leadership Theory to demonstrate that
business can be an opportunity for personal and organizational greatness. Koestenbaum's

theory focuses on the personal side of business leadership, suggesting that in order to
improve our leadership skills; we must examine our feelings and inner struggles. 'TIe or
she is expected

to have great aspirations, confront great frustrations, achieve great self-

control, suffer great betrayals, and manifest great compassion." (Koestenbaum, 1991,

p xi) In order to accomplish these things, leaders must pay close attention to such virtues
as

trust and confidence. Leaders need to look deeply into their souls and find inner

strength to achieve greatness. "The personal side of leadership challenges you to give
meaning to your life through the quality of your work - how you manage your career or

job, and howyou invest yourtime and energy," (Koestenbaum, lggl, p.xi)

Koestenbaum chooses four cornerstones to balance his leadership diamond: ethics,
vision, reality, and courage. To achieve greatness, a leader must also effectively balance

work, family, self social responsibility, and financial responsibility. Each of these
cornerstone qualities is vitally important to the overall balance that must be achieved
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within Koestenbaum's leadership theory. If a leader loses balance in any one of the four
dimensions, greatness will not

follow. However,

Koestenbaum's definition of greatness is

a quiet self-confidence and dignity, not boastful or

arrogant. Great leaders will not need

the affirmation of others to feel that they have succeeded.

The Diamond Leadership and Transformational Leadership Models have several
similarities that canbe analyzed Both focus on the importance of listening carefully to the
goals of others and mentoring to help them achieve their intended goals. Additionally,
both theories focus on the ethical perspective and responsibility of leaders to insure that
the followers are valued and important.

These three leadership theories enable a stronger understanding of some characteristics

that can be attributed to successful leadership. In order to understand additional
characteristics that are related

to successful leadership,

a review of existing literature from

several perspectives is examined.

Review of Literature on Leadership Qbaractqri$-tiFs
What is meant by successful leadership? Do leaders have the largest income or the
biggest

staff

Or, do leaders have characteristics and strengths beyond those discussed

relative to theorists thus far explored, including Koestenbaum? Greenleaf and Burns?
Analysis of some key characteristics of leadership as described in the literature will help to

clarify the issue.

b

As we examine the relationship between leader and follower, we can undervalue the
importance and responsibility a leader has on a follower's perfiormance. "Year after year,
research project after research project continues to report that what motivates or

demotivates employees most and what has the greatest impact on individual performance
and attitude is their supervisor or leader. Leaders set the tone; leaders create the

environment for growth, development, and performance; and leaders get out of team
members or staff(as employees perceive it) the effectiveness and the reinforcement that
gives them the power to achieve." (Spears, 1998, p.286)

If we conclude that leaders

determine the success of an organization, then we must also acknowledge the many ways

that successful leadership can be expressed. While each author suggests an idea that is
unique, there are cofirmon themes that nrn throughout the literature. These themes
include. openness to change, vision to rneet new challenges, inspiration, integration, and
empowerment.

Openness

to Change

Inherent in every strong leader is the oharacteristic of being open to change. In order to
manage others effectively, u leader must have the ability

to

assess the constantly changing

environment and make decisions accordingly. 'Effective leaders create adaptive, creative,
learning organizations. Such orgaruzations have the ability to identifu problems, however
troublesome, before they become crises." (Bennis, 1992, p.xiii) With the numerous
factors influencing the business environment, change is inevitable. Leaders must not only
be adaptive, but teach the organization

irn

the process. "If the huge changes now under
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way in the world's major corporations are to be effective, there must be a fundamental
change in these attitudes and values. Learning must be seen as not just desirable, but
essential to achieving positive change objective." ( Beckhard and Pritchard,1992, p.10)

Vision to Meet New Challenses
Numerous sources emphasize the importance of vision to meet the new challenges:

"The direction-setting aspect of leadership does not produce plans; it creates vision and
strategies. In the sense that it is used here, vision is not mystical or intangible, but means
simply a description of some thing in the future, often the distant future, in terms of the
essence of what

it

should become." (Kotter, 1990, p

36) Leaders must develop a vision

that will allow the followers to understand the goals and how to accomplish them: "The
critical point is that a vision articulates a view of a realistic, credible, attractive future for
the organization, a condition that is beffer in some important ways than what now exists."
(Bennis and Nanus, 1985, p.89) Leaders must be able to create a vision and communicate

it in such a way that the employees are able to turn it into reality, accepting the leader's
vision as their own.

Inspiration
We have all witnessed leaders who were able to create a vision, but for a variety of
reasons, were not able to inspire others to
be considered, many

will

act. While there are numerous factors that

can

say that the way a leader treats people is crucial to getting others

to respond: "Faith in the leader and his or her vision is essential. People tend to follow
those they respect, those they believe

will

enable them

to achieve their own personal goals,

I

those they trust, and those who

will meet their needs. People also follow someone who

touches their dreams, aspirations, and hopes - appealing to their longing or inner genius."

(Staub, 1996, p.7 4) For leaders, understanding the connection between effectiveness and
efficiency when dealing with employees can be a difficult balance. "All management is
people, and all leadership is people leadership. The reason for this is that there is nothing

that a manager or a leader can do that does not depend for its eff[ectiveness on the
meaning that other people attach to

it."

(Vaill, 1989, p.126)

Integratiou
George Odriorne suggests in his book, Ihe Human Side of Management, that leaders
need

to integrate numerous demands. 'Even though the behavior and attitude of the

workers in an organization flow from the system and its information, and from the training
they have received in preparation for their job, the supervisor orchestrates the way in
which the system affects the worker. Supervisors can be integrators or alienators."

(Odriorne, 198'1, p.16) For a leader to be an integrator, they must empower others.
'Empowered individuals know that their jobs belong to them. Given a say in how things
are done, employees feel more responsible. When they feel responsible, they show more

initiative in their work, get more done, and enjoy the work more." (Wellins, l99l , p.22)

Empowerment

Empowering others demands a leader to undertake a calculated amount of risk, which is
necessary to achieve results.

"In

a volatile business

world, playing it safe, sticking to the

tried and tested, controlling things, is a guarantee of mediocrity, no matter what part

of
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the organization you lead. A leader's thoughts therefore must be focused on

opportunity." (Taffinder, 1995, p 65) In some cases, leaders must purposely step aside in
the decision making process to allow employees to use their best judgment, despite the
inherent risks involved. '\Mhen considering whether to get directly involved in a decision,
directive leaders try to distinguish between strategic and tactical decisions. In principle,
they want to delegate considerable autonomy over tactical and operating decisions to

lower-level managers." (Badaracco and Ellsworth, 1989, p.127)

These characteristics, along with others explored in the case study, are the foundation

for understanding effective leadership and the positive results that can follow for
employees and orgaruzations. Leadership deflnitions change with corporate challenges
and opportunities, particularly now as the line between work and play becomes more

hlurred with the multitude of technological advances that exist. Despite these anticipated
changes, however, the component of people remains constant. "The emerging

organization needs people committed to the well-being of the whole, rather than some

narrow portion of the whole." (Lulic, 1994, p.163) To lead others effectively, leaders
must actively develop the culture or spirit in the organization that will bond the group

together: "Organizational ethics must ultimately be rooted in soul - an organization's
understanding of its deeply held identity, beliefs, and values." (Bolman and Deal, 1997,
p 352)

The evolving field of leadership has prompted a windfall of studies and information to
be published about leadership characteristics and what constitutes successful leadership.
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As a result of the increased interest, the correlation between gender and leadership
characteristics has been closely examined. The focus will now shift to gaining a better
understanding of perspectives on gender and leadership.

Male and Female Leadership Perspectives
Are men and women different in the way they view leadership? Do men and women
practice leadership differently? Are male and female leaders perceived differently?
These questions have prompted researchers

to examine whether there are differences

between male and female leaders. For leaders committed to ongoing personal
development, the conclusions from these studies have been a cornerstone to understanding

their own leadership styles. These conclusions have also influenced aspiring leaders

as

they analyze their own leadership skills and the skills of the managers they are obseruing,
as

well. Consequently, the study of

gender and leadership has become for many an

interesting aspect of understanding successful leadership.

In the consideration of characteristics essential to successful leadership, it is interesting

to note the differences between male and female leadership characteristics. The milestones
made in reoent decades have changed the way women are viewed in the workplace. As

women have demanded equal rights in the workplace, a windfall of seminars, books, and
classes

to teach women the art of cracking into the business world have followed. In the

past, it was suggested that in order for a woman to participate in the business world, she

Augsburg CulleEs LlbmrY
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needd to wear a dark suit and display little emotion. If women acted like men, certainly
they would have to be accepted like men. In retrospect, these suggestions seem not only
incredibly difficult, but also a seemingly simplistic approach to a very complex issue.
Since those early seminars and books were published, a more balanced approach to

penetrating the business world has emerged. Women are no longer advised to ignore their
natural tendencies, but to modift them to accommodate to the business environment.
Several authors, including Pat Heim and Sally Helgeson, have brought these issues to

light.

In the book, Hardball.for Women,Dr. Pat Heim challenges the role of women in the
business world by providing a tool guide for cracking into the game. She suggests that the
business world has traditionally been for men, that men have developed their own culture
and have taught that culture

to one another, insuring the future

success of their gender in

the workplace. Heim suggests that in order to participate in the business world, women
need

to understand this culture and develop the characteristics necessary to succeed. "The

solution lies in gaining a fuller understanding of the male culture in order to work well

within

it. I'm not advocating that womeil become

more like men, but rather that by

understanding the culture of men they can better navigate to the top." (Heim, 1992, p. 12)
Women in all aspects of business have challenged this viewpoint because copying a male
business style does not equate

to

success.

Heim gives a strong message that entails very specific instructions on how to act and
function in the workplace. She consistently follows the path of conforming to authority,
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being a team player, and setting goals to achieve results. In understanding how women
and men differ at worlq she challenges women to avoid becoming vulnerable, losing

respect, and ultimately the inability to climb the corporate ladder. Heim points out that it
is not necessary for a female to act like a male, but
understand the environment in order

to

it is necessary for

a female

to

succeed.

In Ihe Female Advantage, Sally Helgesen acknowledges her own firrstration with
trying to mold women into being more like men, arguing that women inherently have
*We feel, many of
strong characteristics that lend themselves to being effective leaders.
us, that women are more caring and intuitive, better at seeing the human side, quicker to

cut through competitive distinctions of hierarchy and ranking, impatient with cumbersome

protocols." (Helgesen" 1990,

p.5)

She quickly points out that her intent is

to focus on

the subtle differences that women bring to the workplace, not a set of female traits.
Helgesen suggests that through careful observation of how women leaders function, w€
can better understand and compare women and men in the workplace.

Helgesen began by referring to the Mintzberg study (1968) that analyzed male

executive's work patterns. She applied Mintzberg's categories to women and made
comparisons between the two results. Helgesen observes that women leaders frequently
describe themselves in the middle of the organization, much like a web, instead of at the

top. The'\veb of inclusion,"

as she discusses, suggests that women want

to be a part of

process instead of dictating what the process will be" "Inseparable from their sense

a

of

themselves as being in the middle was the women's notion of being connected to those
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around them, bound as if by invisihle strands or threads." (Helgesen, 1990, p.46)
Helgesen's study revealed that the female executives were concerned with mentoring
others and were aware of national trends in the business world, but they had a strong
sense of their own direction and proceeded by listening

to their own instinct. Helgesen

concluded that female leaders tend to be more concerned with strong communication,
sharing power and authority to get goals accomplished collectively, and helping others

obtain individual goals. On the other hand, male leaders tend to be more dominant and
aggressive, looking for bottom-line results with less regard for individual attention in the
process

Earlier research on gender differences in leadership roles suggested that a foundation
for understanding these variables might be related to the way children are socialized,
depending on their gender. Butler (1976) reported that women had been socialized to
become likable, nurturing and affectionate. In comparison, men had been socialized to
become ambitious, aggressive and independent. These basic gender stereotypes had

solidified the opinion that women needed to adopt the "male managerial model" (Terborg,
1977) to be successful as a leader. [nstead of using gender stereotypes, the concept

of

gender-role congruence refers to the extent leaders behave in a manner consistent with
gender role expectations (Schein,

1973). Nieva and Gutek (1981) found that gender-role

congruent leader behavior was more favorably received than gender-role incongruent

behavior. Consequently, the gender-role congruency model (Nieva and Gutek, 1981)
found that female leaders had two options: 1) adopt a'Teminine" leadership style that
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aligned with the role expectations of womerL or 2) adopt a "masculine" leadership model

that would be incongruent with the role expectations of womer.

Later research (Eagly et al., 1992; Watson, 1988) would indicate that women were
given negative evaluations when they adopted a "masculine" leadership style. However,
interestingly, when men adopted a "feminine" leadership model, they did not receive
negative evaluations. This data suggests that men may have more freedom to vary their
Ieadership approach without receiving negative feedback.

Petty and Bruning (1980) found evidence that would contradict the gender-role
congruence hypothesis by showing that consideratiorq which was traditionally considered

to be a feminine trait, was effective for both male and female leaders. The research
showed that a followers' need for a considerate leader would override their expectations

traditionally associated with gender.

With regard to the socialization theory that the gender leadership differences are related
to the way children are raised, Henning and Jardim (1977) argued that girls that are
involved with team sports are given the opportunity to refine key elements of leadership

with planning strategies and working with others. A conclusion from this research
became that socialization practices encourage the development of behavior traits and
characteristics that can have far-reaching effects for both women and men later in life.
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A different approach to explaining the gender differences in leadership was taken by
Belenchy, Clinchy, Goldberger, and Tarule (1986). They found that men and women
experience work differently because of their histories, perceptions, and behaviors. They

found that women do not learn well in a competitive environment, which influences their
ability to be successful and effective leaders. If women are not able to learn the skills
necessary in a competitive environment,

it is more difficult for women to move forward in

the organi zalion

With the evolving research, data suggesting many previously unexplored variables may
influence gender differences in leadership. As women have played a stronger role in the
workplace in the past decades, the way that women view their lives and roles is also

changing. Recent data (Ruderman, Ohlott, Panzer, King, 1999) suggest that what were
once priorities for women, have shifted to a difiterent set of priorities. For many women in
leadership positions, the balance between their families and work has taken an increasing

priority over climbing the corporate ladder. Women no longer define success by their

titles.

They prefer multifaceted roles (Ruderman, Ohlott, Panzer, King, 1999) by

contributing to their families, work and communities.

Conclusions from the Literature Review
Based upon the review of literature on gender differences in leadership, some

conclusions can be drawn. Differences in socialization may account for gender differences
in leadership. Another influencing factor would be experience and personality differences
between men and women. Overall, questions remain regarding gender differences in
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leadership. Can leadership differenses be related to gender? Do gender stereotypes play

a

role in our evaluation of leaders? Do we perceive male and female leaders differently?
These questions, and others, point to an overall orientation

to

separate the male and

female experience by focusing on the assumption that there are detectable differences.

Both male and female leaders bring strengths and weaknesses to the workplace, each in
potentially different ways. However, both male and female leaders can learn from each
other and adopt charasteristics to improve their ability to be successful leaders, regardless

of gender.
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A Case Study

Besearch Methods

To apply the Transformational Leadership Theory to this specific leader, five interviews
wers conducted. The leader was interviewed, as well as four staffmernbers ofthe
organieation. Three staffmembers are part of Joan's departmsnt, as well as one from a
different division that interacts with Joan. In an effort to maximize the time with the
interviewees, as well as to provide for consistency between the interviews, questions were
outlined relating to Burns'

theory. The leader was provided a brief outline of Burns'

Transformational Leadership Theory and questions to facilitate her preparation. For the
other interviews, standard questions were asked clarifying their responses by referring
back to the dimensions of the Transformational Leadership Theory. Both sets of interview

questions are provided in Appendix A and have received IRB approval (#99-23-2)

through Augsburg College. All of the interviews were in person and conducted in an
office, allowing for notes to be immediately recorded on the computer by the researcher.
The participants willingly gave information and consent forms were signed, protecting

their confidentialrty

Subiect of the Studv
This case study focuses on Joan Smith, a corporate officer of an international

manufacturing orgaruzation in the semiconductor industry. Joan is highly respected by her
colleagues for her numerous accomplishments at her current company, as well as her prior

positions within other organizations.
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While many would be satisfied with the assumption that they are great leaders, based
upon the compliments of others, Joan continues to approach her leadership positions from
the perspective that she can always improve and intentionally looks for opportunities to
develop her skills further. Although her current position focuses on financial management,
she has a diverse background in different areas of operations management, giving her a

broader view of the organization and allowing for increased participation in areas in which
she might not otherwise become

involved. She is, consequently, viewed by many outside

her reporting structure as a strong leader, who is willing to help contribute to the overall
succe$s of the organization.

While Joan is extremely committed to her professional development, her devotion to
her personal life and community are equally important. She stresses the importance of her

personal life and how the balance of trying to juggle it with a successful career can be

difficult. Even though

her time is constrained, given her personal and professional

obligations, Joan is committed to working in her community. She clearly understands the
necessity

to stay connected with people of different economic backgrounds, rather than

isolating herself from the suffering of others that are not as financially fortunate. Many
people at her professional level do not recognize the importance of helping others,
choosing to remain isolated. Joan believes that it is not only a financial obligation, but
seeks out other avenues

to actively work with the community outreach organizations to

serve people in need.
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Introduction of the Orsanization
Joan is a senior executive manager for a manufacturing argaruzation that supplies

sophisticated, automated process equipment and chemical management systems to leading
semiconductor manufacturers. Based in Minneapolis, the corporation has locations and
subsidiaries around the world that service customers. As the Chief Financial Officer,

Joan's responsibilities include: 1) financial reporting,2) interactions with different
divisions internally, 3) external and internal accounting, 4) investor relations, 5) interface

with the legal, human resources, and shared services departments, 6) function as the inside
link to the outside

world.

Joan is actively involved with decisions that affect all areas

of

the organization, as well. She is considered to be a valuable resource from her broad
experience in operations and is often asked to help others make decisions.

Individ uals Interviewed
Four interviews were conducted to understand Joan's leadership style. Each
interviewee was chosen because of their direct contact with Joan, or the programs she is

initiating within the organization. Some of the interviewees directly report to Joan, others
do not report to her. All the individuals interviewed are highly regarded and respected

within the organization. These interviews provide the basis for analysis of her leadership
style in comparison with the Transformational Leadership

Theory. Specific examples

representing interviewee observations have not been reported with greater specificity, as

interviewee confi dentiality would be compromised.

?0

Analysis of the Interview Data

Self Assessment

In order to provide a framework for further analysis of the data yielded from the four
interviews, Joan's comments regarding her own leadership ability and her views on
leadership are provided. Throughout the interview, numerous topics were discussed that
are relevant to analyzing the data received by later participants in the study.

Prior to addressing questions relating to the Transformational Leadership Theory, she
discussed her overall assessment of her own leadership ability and the qualities she views
as essential in order to be an effective leader. Although

willing to share information,

she

seemed uncomfortable discussing her successes and only reluctantly acknowledged her

past accomplishments. After several attempts to ignore the question of what she thought

of her own leadership ability, she finally acknowledged that she believed she was a good

leader. She cautiously added, however, that she felt leadership entailed responsibility that
should not be taken lightly, admitting that she consciously works to become a stronger

leader. She commented: "I try to make the workplace fun and educational. I want to
stretch an individual's experience by forcing them to see beyond the numbers and
understand the marketplace and industry,

too." Additionally,

she sees the ability

to

negotiate conflict as vitally importarrt to leading other and believes that she has strong
skills in this area that have helped her be more effective in leadership positions.
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Joan discussed the leadership qualities she viewed the most important to effective
leadership and what had influenced her perspective. She commented: 'T-eadership means
many things, and

I realize it is a continuous review of what the situation demands, but

there are several things that seem to remain constant from my viewpoint." These qualities
include: developing people, keeping a broader perspective, conflict skills, strong
communicator / motivator, and empowerment.

Developing People
Joan believes that one of the most important responsibilities of effective leadership is
assisting people in the development process. She commented: 'IMhen you leave a

position, the processes and people that you worked with shouldn't fall as a result of your
departure, If they do, you have done an injustice to them, as well as to yourself.
Mentoring others to become better and more successful is what it is all about." She
pointed out that an effective leader is not only challenged with accomplishing the

workload, but also working to improve career paths for people.

Broader Perspective
Joan said that at times,

it

can be so easy

to get immersed in the details that an effective

leader needs to take a step back and evaluate the bigger picture. Although she admits
can be challenging, reflection

for

a leader is an

it

important exercise to determine the next

step. Without a clear perspective, Joan believes that leaders will get distracted by the
most immediate issue, rather than looking at the overall picture.
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Conflict Skills
Without the ability to bring people together, whether in personal conflict or professional
disagreement, Joan believes that time can be wasted. She attempts to always bring people

together to discuss issues and hopes for resolution. However, she commented:

"It

is

understanding that we won't always agree, but will come to the best decision we can
together that is important. I can't commit to coming to a group consensus where
everyone

will agree; however, I will always give people the opportunity to be heard in the

process." She points out that differences are good and it is crucial to foster

a

work

environment where people aren't afraid to share different opinions. She said:

"I

learned that everyone has something to offer, at times, you may have to coax

it out of

have

them, but everyone can contribute."

Communication Skills / Motivator
Joan understands the importance of communication skills and believes that a leader

must be a strong communicator and motivator when dealing with their employees. She
believes that in order to accomplish goal$ as a leader, employees must feel that she has the
same expectations of herself that she has

with them. Joan commented: 'What you expect

from your people, you also must expect from yourself. I have found that when
communicate effectively, am flexible, dedicated -- then my people are

that my expectations not only relate to them, but to myself,

too."

I

too. They realize

Consequently, she feels

that she remains more connected to them which motivates them to take on additional
responsibility, ultimately resulting in both the leader and employee achieving great success
together.
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Empowermett
Joan points out that empowerment has become part of the frequently used language in

the workplace that usually means delegation of tasks. She suggests that empowerment
means

to encourage others, not only to delegate tasks. She commented: "I try to delegate

in a smarter fashion than only looking at how to get the job done. For example, I think
about what needs to be accomplished and my available re$ources, specifically thinking
about how I can disperse the workload in such a way that it enables opportunities for
people to learn more. When

I focus

on using work as opportunities for growth,

it helps

strengthen individuals which is much more rewarding for me."

Transfo,rmational Leadqrship Dimensions
Burns suggests that a critical component of transformational leadership is believing that
managing others can also serve a higher purpose. He suggests that transformational
leaders

will look beyond the walls of the workplace to elevate employees to a higher level.

In asking the interviewees for feedback regarding Joan's views on this perspective, the
immediate answer from them all was that Joan was perceived to be extremely interested in
them as people, not just as workers. AII noted that this treatment could be observed not
only with the way she related to her stafl but also to anyone around her professionally.

It

was noted that they believed that one of her strongest leadership skills was the way she

treated others, not only her direct reports but also everyone she interacted with

professionally. Joan treats others with respect and she is humble in her approach. An
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interviewee cofirmented. 'TIer ability to put herself on the same level in conversation,

while maintaining such an important position within the company, puts everyone around
her at ease. She doesn't intimidate people by her

title." Another interviewee

"At times, it is easy to forget what a high position
will treat everyone the

same around

her.

mentioned

she holds in the company because she

She makes herself accessible

to other people."

This accessibility allows her to support others and renders them confldence to achieve
higher goals.

Interview D+t+
When discussing Joan's ability to get work completed, all four interviewees noted that

Ioan has a unique characteristic when approaching the allocation of work that needs to be
completed. An interviewee commented. 'Toan is always willing to collectively work on
projects and isn't afraid to roll up her sleeves. I find that often we take on projects
together and work towards completion as a team." Joan views goals collectively and

works alongside her employees to ensure that goals are met by each member working

together. This willingness to be

a

part of the team allows Joan to gain credibility with

others and develop a strong rapport with employees at every level in the organization.

With Joan's background in auditing organizations, her skills at reviewing processes and
procedures have allowed a unique perspective. She understands how operations should

function and therefore, is able to create solid plans for her own staff. An interviewee
commented: 'TIer past experience is a great asset to those around her because she is often
able to generate ideas that become solutions. She is tremendously intelligent and

will

use
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that wealth of knowledge not only to solve the organization's current problem, but to
mentor her employees by using the opportunity to teach others options for the future."

AII of the interviewees commented on Joan's intelligence and technical capabilities not
only to do her own job, but a multitude of jobs. One interviewee cofirmented: "She is
incredibly bright and always can draw on her past experience to help develop solid

solutions. I am always surprised how she will think of all aspects of a situation before
responding. For those of us that work with her, we all have had experiences where we
have been thoroughly confused by something, not able to sort out a problem. With her

making herself so accessible, we will finally resort to asking for her opinion. She will

quickly glance through the paperwork and usually catch the problem immediately. It is
pretty impressive to work for someone that capable!"

The interviewees commented that Joan makes every effort to develop and communicate
her vision to those that

will be involved in upcoming changes. This communication allows

the employees to have a strong understanding of the upcoming issues and advise Joan
areas that they believe modifications could be made

of

to strengthen her plans. Throughout

this process, her willingness to have others share in the creation of the vision is a quality
her employees admire. An interviewee commented:

"It is always an open environment to

share and communicate freely with Joan. She stresses that decisions will be made

together

"
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When considering how to prioritize the workload necessary to accomplish the goals,
Joan often asks her

staffto give their input regarding what can realistically be achieved

with the availahle resources. While she is always hopeful in her goals and encourages
others to be the same way when approaching tasks that need to be completed, she is
realistic about what is manageable. An interviewee commented: "One of the things that is
so fun working

for Joan is that she has such high expectations that after meetings, we all

will go back to our
and at times

desks

with numerous action items. We all own parts of the process,

it can be overwhelming. But hours after the

same meeting where we were

accepting the work, she will pass by our desks and remind us to get home to our families

soon. She understands the priorities of life."

Often leaders accept challenging goals without realizing that they cannot possibly be
accomplished. When the leader has already committed to achieving an unobtainable goal,
often the employees have to scramble to find a solution. Ultimately, it becomes a difficult
pattern that leaves the employees feeling helpless. Joan encourages others to strive for
higher goals, but deals with the facts to determine what can be expected. Joan not only
reviews the goals and resources available, but also barriers that could be eliminated to give
more time to work on other projects. fui interviewee commented: "She focuses on the big

picture and looks for things that could be done later, constantly shifting our priorities to
match the current demands." Furthermore, when she sees issues that repeatedly take
resources away from more important priorities, she will work to get corrective action to

prevent useless energy being spent on the $ame issue.
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Atl of the interviewees commented on Joan's ability to confront and deal with difficult
issues. Due to numerous factors influencing the semiconductor industry, tough choices
about personnel and programs have been addressed by Joan. An interviewee commented:
"She has had to take on more responsibility with less resources, but she understands the
sacriflces that need to be made and helped the rest of us transition through some very

difficult times. As

a result,

I feel we are an even stronger

and more resilient team than we

were before." Joan took the opportunity to make organizational changes that ultimately
benefited the department.

Joan routinely gathers others together to discuss sensitive topics that are generating

conflict in the department. She is not afraid to get people together to work out their
differences and delicately approaches tough problems. An interviewee commented: "She
handles conflict very well, and teaches the rest of us about being more open in the

process."

She purposely puts herself in

tight situations when she knows it may help to

get others to communicate more effectively. According to her colleagues, Joan does not

wait for conflicts to reach a critical point before asking others to come together and
resolve their issues; however, she encourages others to work through these issues in a

productive and respectful manner. tlltimately, the increased communication that develops
allows for future issues to be resolved in a constructive and efficient way.

LO
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The Perceived Ove{all Effectivenes.s, of the Leader

A question was included to determine the overall effectiveness of Joan's leadership style
by asking for sunlmary impressions from the interviewees. The interviewees responded

that her ability to communicate her vision in a kind and caring manner fosters a desire to

work for her. An interviewee commented. "You just want to do good work for her. She
makes difficult tasks so much easier because she is genuinely such a good person."

According to the interviewees, these sufirmary conclusions can be stated: 1) Joan believes
in valuing others and empowers her employees to strive for higher goals by providing

motivation and support; 2) her past experience and technical expertise has allowed a
unique perspective that enables her to be a resource to others; and, 3) she is approachable
and willing to undertake responsibilities that move the orgaruzation forward in a positive

direction. Clearly, they believe Joan is a great leader who

has the respect of her

employees and other staffmembers. To understand the connection between the staff
member and leader, the focus

will shift to the leader's

responses to the dimensions of the

Transformational Leadership Theory.

The Leader's, Responses to the TransforFational Leadership TheorT

In an effort to begin to draw some conclusions, it is important to address the leader's
responses to Transformational Leadership. However, due to her earlier response

regarding the components she believes are the most critical to successful leadership, there
was some overlap in these categories.
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Joan clearly understands the role that she plays in the employee's lives, both personally
and professionally. She takes that responsibility seriously and believes that she owes them

consideration and respect. When questioned if she believes that leadership must have a
higher purpose beyond work related issues, she commented: 'Yes, I definitely think that as

I have a responsibility that extends beyond the workplace to my staff. I often

a leader,

think about when I retire, what will I base my own personal success upon? I will look at
them individually and ask myself questions about their personal happiness, the role that

work played in their lives, and what I did not only to help the organizalion, but also to
help them achieve their personal goals. Of course,

I

am interested in seeing my

organization grow and prosper, becoming increasingly successful; however, I am also
interested in seeing my team prosper and grow individually. I want them to feel satisfied

with their lives. I want to have contributed to both orgaruzational success and individual
success.

It doesn't

have to be one or the other,

it can

be

both."

She went on

to say that

often money can be the driving factor when success is measured, but she believes that by
focusing on others and mentoring, the outcome will be considerably more rewarding when
she evaluates her own career

Application of the Transformational Leadership Theory

Th

e-

Ir"n

nliqations of Jqaq'

s

Leadership Style

In the examination of the responses from both the leader and the interviewees, several
conclusions are easily made. Reflecting back on Burns' dimensions of Transformational
Leadership, connections between the leader and follower can be identified. Burns believes
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that transformational leaders must recognize and respond to individual follower's needs.
Those that work with Joan admire her caring ways and know that she is committed to

working together to accomplish goals. Her employees feel that she is committed to their
higher aspirations and trust her motives. She is accessible to others and creates an
atmosphere that allows them to feel valued and important to

her.

Joan believes in

mentoring and not only freely shares her knowledge, but time with others as they need

assistance. Consequently, they respect, admire, and believe in Joan's leadership ability
and are willing to work towards collective goals because they know that she is committed

to helping them u"hi*r* their own personal goals

In addition, Burns points out that transformational leaders can create a vision and
communicate it to the followers in difficult situations,

too. Joan's ability to coordinate

information and bring others together on difficult issues and challenging projects enables
those around her to feel supported and motivated. Joan works with her team to insure
that priorities are determined and a clear vision that is effectively communicated is
available to her team.

Observations of the,,I+eader' s Effectiveness
As we further examine the implications Joan's leadership style has on the organization,
a better understanding

of her effectiveness as a leader is achieved. Joan instills a sense of

wanting to do things better within the organi zation that ensures decisions are made
considering different viewpoints and consequences. She encourages others to be open and

willing to accept new ideas, actively seeking opportunities herself to learn more about
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other areas. She sees herself as a member ofthe team and will contribute to the overall

effort, encouraging others to participate the same way in their respective groups. Joan
makes herself accessible to others and teashes the importance of listening, while fostering
an environment that is tolerant of bold ideas. She stresses the importance of working with

others and will bring people together when difficulties arise, teaching those around her the
importance of interpersonal communication and that it should be considered a priority.
Joan accepts difficult challenges and helps others reach goals by mentoring and supporting

their effiorts. All ofthese factors profoundly change the daily operating mode of those
around her to be more direct and productive. The final outcome is a team that comes
together to be able to take on more difficult challenges and ultimately reach higher goals.
The characteristics of transformational leadership would conclude that Joan communicates
a clear vision and elevates others

to a higher moral level due to her dedication to both her

organization and to her followers.

Like all leaders, Joan has weaknesses and opportunities for improvement. Ironically,
some of her strongest characteristics also can be weaknesses, depending on the situation.

An interviewee commented: "One of the things that I think is very challenging for Joan is
that one of her strongest suits, being willing to challenge the status quo, can also get her
into trouble with the old guard. She initiates change, and although she does it gently, it
can be

difficult for those that have not had to make many changes. It is not to say that

isn't sensitive, but
peopte around

she

will move in a positive direction that can be intimidating for

her." Another comment made: 'lMhile

she

some

she is certainly aware of the politics
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that can swirl around her, she manages to remain focused on the challenge$ that need to be
addressed and is able to work through these issues effectively."

Perspectiy.gs .frqm, +,Fqr,nale Leader
Since the subject is a female senior executive, an opportunity arose to discuss her

perspective on female leadership. While Joan sees difflerences between male and female
leaders, she noted that perhaps societal expectations play a role in this perception.
She commented:

" Because of the family I was raised in, I never felt

great pressure

to be

wildly successful. It wasn't that the expectations were low, but as a female I seemed to
have more choices than just becoming a senior executive. I think that society tells men

they must be successful, they must be able to support their families. For me as a female,
it just sort of happened -- and for that freedonl I am most appreciative. Now,

I sort of

Iook at myself and stand a little amazed that I have come so far professionally."

Joan does believe that significant advances have been made in the opportunities for

women in the workplace, however, she acknowledges that further changes need to be

made. She commented: "I do think we have made advances for female leaders, however,
there are still issues and perceptions that need further work. For example, if a female is
considered too pushy at work,
same w&y,

it will reflect negatively. However, if a male behaves the

it is considered assertive." Joan believes that an inherent difference between

mefl and women at work stems from basic communication diff[erences. She commented:

'Male and female cofilmunication styles are so different, both personally

and

professionally. For men, it seems like the answer is either yes or no. For women, it can be

JJ

so much

more. At times, I find myself in a professional discussion going on and on about

something with a man and realizethat

An additional area that Joan

I need to pull back and just give a yeslno answer."

sees some differences professionally is

in social situations.

She mentioned that particularly during board meeting dinners, the conversation the board

members have with her seem to be directed more at personal topics rather than

professional topics. 'T have noticed in social situations with our board that the
conversation directed at me will be different as the only female, not necessarily negative,

but different. Our company is very progressive in the way women work in the
organtzation and

I don't

ever feel a struggle internally, but

I do notice it with our board."

Joan believes that these differences between men and women are not only issues she
needs

to be concerned with in relation to her own career, but also as a leader. She

commented: "I try to keep all of these issues in my mind with my own group, too, when

communicating. It is important to insure that as a leader, there is some sensitivity to these
issues." She refers back to the basic differences between men and women and how they
communicate, she commented: 'TIow we handle emotions can be so different. I truly
believe that again, the pressure that men feel from society plays a big role." She points
out that different doesn't mean more or less effective, simply that men and women have

different modes of communicating that can influence the workplace.

J+

Summary and Conclusion

Surqmar.v of Kev Points.
The lessons tearned from the case study of Joan's leadership style and how it can be
analyzed using Transformational Leadership seem considerable. Leadership can serve a

higher purpose by allowing for increased growth and opportunities that can be fostered by
mentoring and concern for people. By focusing on helping others achieve their personal
goals, leaders can achieve great success because of increased loyalty and dedication from
the followers. Being accessible, regardless of position, allows followers to feel that the
leader is interested and available for not only technical advice, but to push the personal
goals of the follower forward.

Recommendation for Further Research
While the case study allowed for the opportunity to discuss the characteristics of the
leader, an area that could be considered for further research would be to learn more about
the interviewees as individuals and how that might impact their perceptions. In addition,
these questions might be researched: What are the qualities they view as important to

effective leadership? Of Burns' characteristics of transformational leadership, what are the
components they view as the most valuable leadership characteristic? This would allow

for a more balanced assessment of how the leader is perceived by the followers, allowing
the researcher a unique perspective to analyze additional information. Another areathat

if

could be considered for further research would be to take a more focused look at
transformational leadership and how this specific leadership theory could be applied to
other leaders in different settings. Additionally, there are many opportunities to further
explore the relationship between gender and leadership.

Conclusion
Analysis of a particular leader in the context of a specific leadership theory affords an

opportunity to enhance one's own understanding of effective leadership and how it can be
achieved. The path to becoming a strong leader requires a deep responsibility to learning,
growth and development. The results of this individual process must, in turn, be shared

with others in the workplace to render decisions that will benefit the organization,
individual employees, and, indirectly, those related to the employees. Consideration

of

this process is incomplete without attention to 1) our changing environment, and, 2) the
simultaneous wonder of our differences, as well as our potential to come together to reach

cofilmon, transcending goals.
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Case Stqdv Ouestions for the Leader
1. Describe your own assessment of your leadership ability.
2. What are the leadership qualities you view as the most important and uihat has influenced your
perspective?
3. When you think about your role as a leader, what are your thoughts relating to the concept
"leader and follower?"

of

4. Do you see leadership issues as having a higher purpose beyond influencing work-related issues?
5. What are the things you have learned along the way that have enabled you to become a great
leader?

6. What are the challenges you face in your ongoing development as a leader?
7. As a female leader, do you believe you have any differences that influence your leadership style?

I. With the professional success you have achieved, have you experienced any different or
additional challenges as a female?
9. What do you see as srmilarities and differences between male and female leaders?
10. How has the balance between your professional and personal time been obtained with holding
such a demanding position?

Additional commenrts?

Case Studv Ouestions for the Interviews ahout the Leader
1. What are the leadership qualities you view as the most important in a leader?

2. Describe the leadership qualities of X.
3. When you think about
"leader and followers?"

X's leadership style, wtrat are your thoughts relating to the concept of

4. Do you see leadership as having a higher purpose beyond influencing work-related issues?
Do you believe that X sees leadership as having a higher purpose beyond influencing work-related
issues?

5. What are the challenges you see that

X

faces as a leader?

6. As a female leader, are there differences in her leadership style?
7. What do you see as similarities and differences between male and female leaders?

Additional Comments?

CASE, STUDY CO NSENT FORM
Please read this inforrnation carefully and ask finy questions you may
have before agreeing to participate in this study.

You are invited to participate in case study research designed to assist the instruction of graduate
school student researcher, Ann Paulsen, from Augsburg College. The case study research is the
basis of a Plan B Major Paper, which fulfills degree requirements for a Master of Arts in
Leadership.

l. The purpose of the study is to gather data re lative to the application of the transformational
leadership theory to a specific female leader and general leadership differences between men and
women.
2.If you agree to participate, the graduate student researcher, Ann Paulsen, will collect data
through an interview method. The amount of time required will be approximately one hour.
3. There are minimal risks associated with participating in this study. Data gathered and used in
this case study will be strictly anonymous. That is, nothing specific or distinguishable will be
reported either in conversation or in writing. Pseudonyms will be used. Raw data such as notes
gathered by the researcher will be kept only until the Plan B Major Paper has received an
acceptable grade (3.5 or higher). The data will then be destroyed. Completed Plan B papers will
be on file at Augsburg College and availahle for reading. No publication beyond the Plan B
paper will be done without your express consent.
4. Your participation in this study is voluntary. There are no financial inducements or rewards
for taking part. You may choose to discontinue your participation in the study at any time
without prejudice. If you have any concerns about this case study research, discuss them with
the researcher and/or contact the faculty advisor: Dr. Norma Noonan (330-l198).

I have read the above idormation. I have asked questions and hqve received answers. I consent
in the study,

to
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3. There are minimal risks associated with participating in this study. Data gathered and used in
this case study will be strictly anonymous. That is, nothing specific or distinguishable will be
reported either in conversation or in writing. Pseudonyms will be used. Raw data such as notes
gathered by the researcher witl be kept only until the Plan B Major Paper has received an
acceptable grade (3.5 or higher). The data will then be destroyed. Completed Plan B papers will
be on file at Augsburg College and available for reading. No publication beyond the Plan B
paper will be done without your express consent.
4. Your participation in this study is voluntary. There are no financial inducements or rewards
for taking part. You may choose to discontinue your participation in the study at any time
without prejudice. If you have any concerns about this case study research, discuss them with
the researcher and/or contact the faculty advisor: Dr. Norma Noonan (330-1198).

read the above information.

I

have asked questions and hsve received onswers.

in the
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Student Investigator' s Signature

Date

I consent

CASE STUDY CONSENT FORM
Please read lhis information carefully and ask finy questions ))ou moy
have before agreeing to participate in this study.

You are invited to participate in case study research designed to assist the instruction of graduate
school student researcher, Ann Paulsen, from Augsburg College. The case study research is the
basis of a Plan B Major Paper, which fulfills degree requirements for a Master of Arts in
Leadership.

l. The purpose of the study is to gather data relative to the application of the transformational
leadership theory to a specific female leader and general leadership differences between men and
women.

2.lf you agree to participate, the graduate

student researcher, Ann Paulsen, will collect data
amount
through an interview method. The
of time required will be approximately one hour.
3. There are minimal risks associated with participating in this study. Data gathered and used in
this case study will be strictly anonymous. That is, nothing specific or distinguishable will be
reported either in conversation or in writing. Pseudonyms will be used. Raw data such as notes
gathered by the researcher will be kept only until the Plan B Major Paper has received an
acceptable grade (3.5 or higher). The data will then be destroyed. Completed Plan B papers will
be on file at Augsburg College and available for reading. No publication beyond the Plan B
paper

will

be done without your express consent.

4. Your participation in this study is voluntary. There are no financial inducements or rewards
for taking part. You may choose to discontinue your participation in the study at any time
without prejudice. If you have any concerns about this case study research, discuss them with
the researcher and/or contact the faculty advisor: Dr. Norma Noonan (330-1198).

I have read the above

I hsve asked questions and have received answers. I consent

in the

pant's Sign
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Student Investigator's Signature

Date

